INTRODUCTION
Although deficient financial management skills have often been perceived as an "affliction of the poor", resent studies have shown it to be a problem that pervades all levels of South African society (Engelbrecht, 2008:3-15; FinMark Trust, 2009 ). There is also strong evidence that the financial problems that stem from mismanagement are one of the causal factors of the high levels of pilfering, bribery, corruption and theft in the country's public and private sectors (ACRC, 2009) . In spite of this, very little is being done to address this deficiency. There is especially a dire need that employers should empower their workforce with appropriate financial management skills. One employer that has taken up this challenge is the South African Police Service (SAPS).
In 2003 the National Commissioner of the SAPS gave instructions that all new student constables should undergo a personnel capacity-building training programme as part of their basic training. This led to the development of the Self-Management Programme by Police Social Work Services. A financial management module entitled "Be Money Wise" formed a constituent part of this programme. The programme and module were first implemented in July 2004 and have since been presented to between 8 000 and 11 000 recruits annually.
In 2005 a comprehensive study by, amongst others, Huisamen (2005) was undertaken into the short-and long-term effects and return on investment (ROI) of the programme. This paper will, however, only focus on the nature of, and results achieved with, the "Be Money Wise" module. These data could then be used as a basis to develop similar programmes in other occupational settings and in generic social work practice.
In order to put the research results into perspective, it is first necessary to provide a brief overview of the nature of, and need for, financial literacy education. credit) for consumption or to cover funeral costs; undertaking overly-optimistic car, clothing and home-loan obligations; and foolish commitments to get-rich-quick schemes (Beal & Delpachitra, 2003:65-78; Oni, Obi, Okone, Thabede & Jordaan, 2002) . The consequences of such behaviours are potentially devastating from a societal, work and an individual point of view. They include, amongst various others: bankruptcies; marriage breakdowns where financial problems are often a common cause; personal hardship from growing debt and pressures to commit financial crimes (accepting bribes, corruption and theft) to stave off bankruptcy or maintain a standard of living to which the person has grown accustomed (Fogarty & MacCarthy, 2006:115-116) .
One of the causal factors of financial difficulties is a lack of financial literacy. It can, in this context, be defined as the ability to make effective decisions regarding the use and management of money and other assets (Fogarty & MacCarthy, 2006:115) . The primary purpose of financial literacy education would, therefore, be to prevent or rectify faulty financial decisions by increasing people's knowledge and understanding of key financial concepts and their implications, instilling in them the appropriate attitudes towards money and other financial assets and, especially, empower them with the skills, confidence and motivation required for effective financial management behaviour (Willis, 2008:1) . Although the basis of these knowledge, attitudinal and behavioural requirements could and should be laid in the home and school environment, the work setting provides an ideal opportunity to take them a step further. The reason is that it is in this environment that the employee earns his or her income and is often most receptive to being influenced on spending it.
It should be noted that South African social workers and social auxiliary workers are not authorised financial service providers in terms of the Financial Advisory and Intermediary Services Act (No. 37 of 2002) or other legislation and, therefore, not allowed to give advice on specific financial choices (e.g. with whom to invest or which insurance package to choose). These issues should be referred to authorised providers. They can and must, however, make people aware of dangerous or "unsavoury" financial practices and change their attitudes towards money in order to prevent the social problems that stem from money mismanagement.
THE CONTEXT AND NATURE OF THE SAPS "BE MONEY WISE" MODULE
The "Be Money Wise" module of the South African Police Service forms part of a comprehensive Self-Management Programme that is presented over a five-day period during the basic training of all new recruits. The programme can be described as a structured personnel capacity-building intervention and is similar to the types of interventions that are sometimes referred to in literature as human resource development, personal effectiveness or life-skills training, psychosocial education, or personal and social education programmes (Kruger, 2001:20; Nelson-Jones, 1991:23; Rooth, 2000:34) . It consists of eight modules (Diagram 1) and aims to enhance the recruits' resilience and ability to manage their professional and personal life more effectively.
DIAGRAM 1: COMPOSITION OF THE SELF-MANAGEMENT PROGRAMME
The six contact-hour long "Be Money Wise" module is presented on the first day of the SelfManagement Programme. Its intended outcome is to enable learners to "utilize their acquired knowledge and skills to secure their financial freedom" (SAPS, 2004a) . In order to reach this goal, they should be able to:
• identify their attitudes towards money;
• utilise acquired knowledge on budgeting;
• identify ways to eliminate financial difficulties;
• ensure effective planning for future financial freedom;
• identify the effect that insufficient financial management has on their psycho-social functioning; • identify the true cost of debt;
• utilise acquired knowledge to develop a mindset that would lead to success.
The modules are presented in a workshop format that makes extensive use of experiential learning methods. One social worker (presenter) is assigned to each platoon of between 28 to 36 recruits and is responsible for presenting the complete programme. During a workshop session a platoon is sometimes divided into four or five smaller groups in order to ensure optimal participation in discussions and experiential learning activities.
The content, themes and procedures followed in the "Be Money Wise" module are summarised in Table 1 . 
THE RESEARCH OBJECTIVES, DESIGN AND PROCEDURE
In 2004 a decision was taken to subject the entire Self-Management Programme, including its "Be Money Wise" module, to a comprehensive effect measurement and return on investment (ROI) analysis. The purpose was not only to ascertain whether the intervention had a significant short-and long-term effect on recruits' knowledge, attitudes and behaviour, but also if it represented a worthwhile investment of the organisation's time, money and effort (Huisamen, 2005:4) .
The research was undertaken by Huisamen and Weyers, and consisted of three main phases and accompanying research designs. These were the measurement of the module's short-term effect through the use of a quantitative experimental design, the ascertaining of its long-term effect with the help of more qualitative focus groups (Huisamen & Weyers, 2005:50-95) and the use of a structured computerised schedule to measure its return on investment (ROI) coefficient (Weyers & Huisamen, 2005:131-181 ).
In measuring the module's short-term effect, 400 experimental group and 120 control group participants were selected from the January 2005 intake of 4.249 recruits (i.e. a 9.9% sample size) on a stratified random basis. The experimental group consisted of four platoons from the more southerly Oudtshoorn training institution, six platoons from the northerly Pretoria and Jakkalsdans institutions, and four platoons from Bisho in the eastern part of the country. The control group came from the other three SAPS training institutions at Philippi, Graaff-Reinet and Chatsworth (the programme was presented to them a week after that of the experimental group).
Two categories of measuring instruments, viz. the knowledge, attitudes and behaviour (KAB) questionnaires and a presentation evaluation questionnaire, were utilised in the measuring of effect.
• The KAB questionnaires were aimed at measuring the programme's impact on the participants' knowledge, attitude and behaviour (i.e. KAB) and were completed before and after the presentation of the module. A programme value scale was included in the post-test, enabling the experimental group to evaluate the value of each module. • The standardised Facilitation Assessment Scale (Weyers & Rankin, 2007:6) was used to measure the participants' experience of the presenters' presentations and the relevance of the module.
• In order to enhance the validity of interpretations, all the data/measurements were triangulated (Bryman, 2003; Hilton, 2002; Patton, 2002; Weyers, Strydom & Huisamen, 2008:210) .
In addition to the experimental and control groups, focus groups consisting of a total of 113 recruits were utilised to ascertain the long-term effect of the modules. Availability sampling was used to select the participants from police stations in the more northerly Gauteng province and the Southern Cape during July/August 2005. All the participants had completed the SelfManagement Programme during January 2005, but were not necessarily respondents in the main empirical study.
After the results of the effect measurements became known, a start was made with the measurement of the ROI. An adapted form of a very extensive computerised measurement framework and formulas that were developed by Meyer, Opperman and Dyrbye (2003) was used for this purpose. It covered three broad issues, namely the costs involved in the service, the benefits derived from it and the results that were achieved.
THE SHORT-TERM EFFECT OF THE MODULE
Each scale's Cronbach alpha coefficient was calculated in order to determine its reliability (Gravetter & Forzano, 2003:455) . Because of the nature of the study, a score of 0.5 or higher was accepted as an appropriate reliability coefficient (Jackson, 2003:87-91) . In order to measure whether the intervention brought about practical significant change, use was made of Cohen's formula for the calculation of effect size (i.e. "d-value") (Cohen, 1988:20-27; Steyn, 2000:1-3) . The resultant α-and d-values are summarised in Table 2 . The effect on objective knowledge (Scale 1) Scale 1 was intended to measure changes (i.e. increase/decrease) in the respondents' factual knowledge. As a whole, the scale turned out to be somewhat unreliable (probably because of deficiencies in the questions) and could not be used as such (α α α α=0.47). A covariance analysis of individual items did, however, indicate that the module had a medium effect on their factual knowledge of some issues.
The effect on subjective knowledge (Scale 2)
The second scale dealt with the extent to which respondents felt that their knowledge had increased (or not). This produced a very high and practical significant d-value of 2.8. This implied that, even though it could not be proven beyond doubt that there was an actual increase in knowledge, the participants at least felt that this was the case.
The effect on attitudes (Scale 3)
The module had a practical significant effect (d=0.97) on the respondent's attitudes to financial management issues.
The effect on behaviour (Scale 4)
The biggest and most important short-term effect of the "Be Money Wise" module was on the respondents intended behaviour (d=2.76). The question then arose to what extent these intentions would translate into actual, internalised behaviour patterns. The answers were sought during focus group discussions that were held six to seven months after the initial training sessions.
THE LONG-TERM EFFECT OF THE MODULE
Focus group interviews brought the following trends to the fore:
Budgets
After six months the majority of the focus group members still completed and tried to keep to a budget every month. According to them, this represented a complete change from their behaviour prior to the training.
Avoiding poor financial behaviour
Most of them were able to identify ineffective financial behaviour, such as buying on credit, micro loans and living extravagantly. They also reported that they were now able to avoid these pitfalls.
Positive financial behaviour
The group members reported that the programme had changed their knowledge of, and attitudes towards, saving, investments and life insurance policies. They realize that they have to make provision for retirement and financial freedom. Most had already taken active steps in this regard.
Impact of the module
There were indications that the respondents had forgotten some of the more technical knowledge that they had originally gained through the module (e.g. the nature of garnishee orders). However, this did not prevent a lasting change in behaviour.
THE MODULE'S RETURN ON INVESTMENT (ROI)
Return on investment (ROI) analyses can be defined as the scientific measurement of the monetary benefits obtained by an organisation over a specified period in return for a given investment in a service delivery programme (Meyer et al., 2003:5) . These types of studies in the social and behavioural sciences are still in their infancy, mainly because of a general lack of scientific data on the incidence rates of behaviour patterns and social problems in society. Researchers in this emerging field consequently have to rely heavily on indicators in their calculations. The same hurdle had to be overcome in the calculation of the "Be Money Wise" module's ROI.
Two categories of benefits were used in the calculation of the module's ROI, viz. improvements in the quality of services/productivity (Table 3 : Section A), and labour and other cost savings (Table 3 : Section B). The results of the measurement of these benefits are contained in Table 3 . (Weyers & Huisamen, 2005:151) The variables as summarised in Table 3 will next be described in more detail.
http://socialwork.journals.ac.za/ Section A: Improvements in quality of service Variable 1: Estimated percentage of recruits that will be affected In the calculation of the module's benefits, it was firstly assumed that at least 25% of all recruits would, in the normal course of events, be negatively affected by some or other form of financial problems. This assumption is based in part on the following research findings:
• Between 15% and 20% of workers in the USA experience such financial problems and associated stress that it impacts negatively on their productivity (Joo, 1998:3; Kim & Garman, 2004 :69); • Financial stress causes 30% of the personal and work dissatisfaction experienced by employees (Bailey, Woodiel, Turner & Young, 1998:198 ); • In a study done in South Africa 53% of the respondents maintained that financial problems affect their productivity (Masemola, 2003: Chart 9) . In the case of one employer, the proportion of workers that experienced such financial problems that they negatively impacted on their productivity ranged between 40% and 50% (Masemola, 2003) .
If both the South African (40%-50%) and international (15%-20%) research findings are taken as a basis and applied to the profile of SAPS recruits (low income and mostly young, first time employed), it is conservatively estimated that at least 25% would experience serious financial problems. This estimate was to some extent substantiated by the findings of the focus group discussions.
Variable 2: Average percentage net value ascribed to the intervention
The study into the effect of the "Be Money Wise" module contained a scale that dealt exclusively with the contribution that the module could make to the improvement in the recruits' quality of service. The result of this "value of the module" scale measurement could, therefore, be used in Variable 2: "Average % net value ascribed to the intervention". The formula entailed the following:
• (Middle of scale -Mean) ÷ Middle of scale = Net % above average.
The net % above average value came to 72.36%. It was further discounted by a factor of 10. This would imply that of the 25% recruits who will experience serious financial problems and viewed the module as of great value, only one in 10 would actually and actively use it in their lives.
Variable 3: Estimated percentage contribution to improvement of quality of services
Variable 3 was included in the calculation of a module's monetary benefits because not all the value derived from the intervention would necessarily translate directly into service quality improvements. It also had to be relevant to the specific work environment and the recruits would have to apply the knowledge, attitudes and skills they have gained in their personal and work lives.
In the calculations the result of the application of the Relevance scale was used as a baseline. Its net % above average came to 68.8%. This figure was also discounted by a factor of 10. It would, therefore, imply that of the 25% of recruits who will experience serious financial problems and the 7.236% of these who will use its potential value, only one in 10 would be able to convert this potential value into an actual improved quality of service.
The results of the very conservative application of variables 1 to 3 indicate that the monetary value of improvements to the quality of services would come to: (Table 3) .
Section B: Labour and other cost savings
Only three primary variables or indicators were used to calculate the potential labour and other cost savings that the module would bring about. They were the production loss as a result of financial problems related to (1) telephone calls and (2) conversations with colleagues during work-hours, as well as (3) the expected cost of financial stress-related absenteeism.
These three variables had to be chosen not because they necessarily represented the biggest financial cost item to employers because of employees' mismanagement of their personal financial affairs, but because their impact has been fairly well researched (Garman, 1997; Kim & Garman, 2004:70; Masemola, 2003) . It was also assumed that if changes to these behaviour patterns would substantially benefit employers, the overall value of a financial literacy education programme would be even greater.
Some factors that have a negative effect on productivity but that had to be excluded because of a lack of scientific impact measurements included the following (Alper, 2002; Joo, 1998:245; Kim & Garman, 2004:70; Lee, 1997; Masemola, 2003) .
• Involvement in corrupt activities: Employees who have financial problems have a predisposition to become involved in the soliciting of bribes, theft, the leaking of classified/secret information and blackmail in order to supplement their income.
• Problems related to credit: Credit allows people to buy more than they basically need and often results in huge financial problems. In the study by Masemola (2003) , 47% of the respondents indicated that they sometimes reach the maximum limit on their credit. Such overspending can result in: -regularly borrowing money from colleagues or friends; -regularly receiving communications from collection agencies; -being sued for financial reasons; -being evicted from rental housing or having one's home foreclosed; -having tax refund intercepted by a government agency or court order; -having wages garnished; -considering personal bankruptcy; -being imprisoned for debt.
• Problems related to gambling: Employees who have financial problems are more prone to losing money to rip-offs and frauds, on buying lottery tickets and on gambling. It can result in desperation gambling in order to avoid the consequences of problems caused by earlier gambling, asking (begging) for a major loan from family and friends to pay off major debts or embarking on dishonest practices.
• Financial problems and substance abuse: There are strong indications that the stress caused by financial problems can trigger alcohol and drug abuse in some employees. This, in turn, can cause a myriad of other problems such as on-the-job accidents.
Variable 4: Reduction in the work-time spent on the telephone on personal financial problems
In order to arrive at an average of the time spent on telephone calls regarding financial matters, the results of studies by three different researchers were compared. Although they used different items in their measurement, all three used the average length of the conversations (not the number of calls) as a criterion. The resulting averages as a percentage of the total time spent on the phone are summarised in Table 4 . Kim & Garman (2004:72) 
Masemola (2003)

Average
• Made/received calls regarding overdue credit payments 12.6% 6.2% -9.4%
• Made calls to friends and/or relatives about financial matters 12.2% 7.5% -9.85%
• Made calls to a lawyer 11.5% --11.5% • Made calls to a credit/budget counsellor 3% 1.2% -2.1%
• Made calls to arrange a vehicle loan 8.9% --8.9%
• Spent time on the phone regarding financial matters --13% 13% • Estimated hours that one recruit will spend on the telephone per annum:
12.5% x 1920 hours (total working hours in a year) = 240 hours
• Estimated hours that one recruit spent on the telephone on personal financial matters: 15% x 240 hours = 36 hours
• Total hours spent on the telephone by affected recruits on personal financial matters:
2134.5 recruits x 36 hours = 76842 hours
• Estimated production lost because of financially related personal calls during work-time:
76842 hours x R62 (average rate per hour) R4 764 204
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In calculating of production loss as a result of personal financial telephone calls, the average hourly remuneration of a SAPS employer (SAPS, 2005:161) was taken as a basis. Because of the nature of the work that they will be doing in the organisation, it was estimated that recruits will spend 12.5% (1/8) of their average workday on the telephone. If the general circumstances of recruits are taken into consideration, it was also conservatively estimated that an average of 15% of this time would be spent on financial issues (Table 4 ). All three of the indicators were used in calculating the production loss as a result of hours spent on the telephone on personal financial issues (Table 5) .
Variable 5: Reduction in the time spent on talking to co-workers about financial issues
Research done by Joo (1998:142, 249 ) and Kim and Garman (2004:72) found that employees spent, apart from telephone calls, considerable additional time on discussing money problems with co-workers. This ranged from 16.6% (Kim & Garman, 2004:72) to 44.8% (Joo, 1998:142) . In calculating the effect of this, it was estimated that recruits will spend 5% (24 minutes) of their average workday on personal talks with co-workers and that, conservatively estimated, an average of 15% of this time will be spent on financial issues (Kim & Garman, 2004:72) . The production loss that will be brought about by this trend is contained in Table 6 . • Estimated hours that one recruit will spend on non-work-related conversations with co-workers per annum: 5% x 1920 hours (total working hours in a year) = 96 hours
• Estimated hours that one recruit spent on conversations with co-workers regarding financial problems per annum: 15% x 96 hours = 14.4 hours
• Total hours spent on the discussion of personal financial matters:
2134.5 recruits x 14.4 hours = 30737 hours
• Estimated production lost due to financially related personal discussions amongst employees: 30737 x R62 (average rate per hour) x 2 (average number of employees involved)*
R3 811 363
* Production loss will accrue from both the recruit and at least one co-worker he/she will talk to Variable 6: Reduction in absenteeism as a result of financial problems Financial problems can be viewed as a major cause of stress (Garman, 1997) . This phenomenon has been substantiated by the research of, amongst others, Kim and Garman (2004:70) who found that 21% of their respondents were highly "financially stressed". In turn, stress can lead to:
• physical disorders (50%-80% of such disorders have some stress component);
• outpatient visits (70%-90% of such visits are stress related);
• frequent illnesses (workers with high stress levels are three times more likely to suffer from illnesses); and • accidents (staff with high stress levels are 30% more likely to have accidents than those with low stress) (Alper, 2002; Lee, 1997) .
The study done by Kim and Garman (2004:70) found that respondents could be clustered into three groups, viz. those with low financial stress (43%), moderate financial stress (36%) and high financial stress (21%). The latter group was absent from their work, on average, three days more than the others (Joo, 1998:140; Kim & Garman, 2004:72) . For the purposes of this study only one of these three extra days will be ascribed to financial problems. This assumption is somewhat vindicated by a South African study of Masemola (2003) , who found that 13% of his respondents stayed away from work as a result of financial problems.
Absenteeism has enormous cost implications for any organisation. Apart from the work-hours lost by the individual, it results in higher overtime cost for replacement workers, more accidents, greater staff turnover, lessening of work efficiency, higher stress levels of other workers because of higher work-loads, increased health care costs and losses from lowered productivity (Joo, 1998:54) . The extent to which recruits' absenteeism induced by financial problems could impact the SAPS is summarised in Table 7 . In these calculations, only the one day extra taken off because of financial problems will be covered and not any of the other potential cost items.
TABLE 7 VARIABLE 6: EXPECTED PRODUCTION LOSS BECAUSE OF ABSENTEEISM INDUCED BY FINANCIAL PROBLEMS
Item Calculation Result
• Expected total number of recruits that would experience financial problems/stress per annum: 25% x 8538 recruits = 2134.5 recruits
• Total number of days lost by recruits due to financial problems induced absenteeism: 2134.5 recruits x 1 day = 2134.5 days
• Total cost of days lost due to absenteeism: 2134.5 days x R496 (average daily rate) = R1 009 112
Variable 7: The net contribution of the module to labour and other cost savings In determining the modules' contribution to labour and other cost savings, the average net improvements that were brought about in the recruits' knowledge, attitudes and behaviour (KAB) were first calculated. This came to an average of 22.94%. This total was then again discounted to a very conservative 10% for 2005 and each of the following two years. This implies that, of the expected total number of recruits that would experience financial problems/stress per annum, only 1 in 10 would actually change their behaviour to such an extent that it would bring about labour and other cost savings for the organisation. Based on all these calculations, the total labour and other cost savings per annum should come to: 
The module's ROI and associated measurements
The results of the calculation of the module's return on investment (ROI), net present value (NVP), payback period, internal rate of return (IRR) and learning cost per recruit are contained in Table 8 . (Weyers & Huisamen, 2005:157) Each of the ROI, NVP, payback period, IRR and learning cost per recruit calculations has its own strengths and weaknesses. To provide a clear and complete picture of the return that the SAPS received on their investment in the module, the nature and results of each of these measurements will be discussed separately.
The ROI represents the percentage return on the intervention over the period of three years. It equals the present value of the accumulated net benefits (gross benefits less ongoing costs) over the three years divided by the initial costs. Three years are used as the time span because the modules might become obsolete after this time. The calculations entail the following:
• With the initial total cost of R41 466 the ROI would be 4581% (year 1), 10166% (year 2) and 16005% (year 3).
• This implies that for every R1 spent on this module, the return for the SAPS will be R4 581 (year 1), R10 166 (year 2) and R16 005 (year 3).
• SAPS will, theoretically, recoup its investments in the module within 0.26 months (0.26 x 22 work days ≈ 5.7 workdays).
Internal rate of return (IRR) equals the percentage rate by which to discount the net benefits for the time period until the point that they equal the initial costs. For this module, the IRR or investment rate was equal to 4481% (2005), 4600% (2006) and 4603% (2007) .
The last calculations that were done were the learning cost per recruit. This is calculated by dividing all the costs incurred in the development, presentation and evaluation of a module by the number of recruits to whom the programme will be presented over the three years. It came to R36 per recruit for the "Be Money Wise" module (Weyers & Huisamen, 2005:151-157) .
MAIN FINDINGS AND THEIR IMPLICATIONS
The "Be Money Wise" module had a practical significant short-term effect on the recruits' financial management-related knowledge, attitudes and behaviour. The focus groups indicated that this result, especially as far as behavioural change is concerned, remained mostly unchanged for the next six to seven months. It could, therefore, be concluded that the module did not only change the way in which the student constables managed their finances in the short term, but that it would probably continue indefinitely. This would not only make a difference on a personal level, but would also make them less susceptible to bribery and other moneyrelated misbehaviour in the performance of their policing duties.
The structure, content and presentation plan of the "Be Money Wise" module as provided in this article could be used as either a blueprint or a guideline for the development of similar interventions in other settings. Any adaptations should, however, remain true to the original module's trifocal attention to the increasing of knowledge, the changing of attitudes and the embedding of new financial management behaviour in recipients. Only in this way could longterm change be assured.
With an ROI of 2594% during only the first year of presentation and a payback period of less than a month, it is obvious that the module represented an excellent investment of the SAPS's money, time and effort. In other occupational social work settings, this finding could be used as part of the motivation for implementing similar programmes. If undertaken successfully, it would also benefit the organisation in various other direct and indirect ways, including an increase in the general social wellbeing of its workforce and a reduction in the "embarrassment cost" and losses because of employees' financial crimes.
Even though the findings covered in this article were attained within an occupational setting, there is no reason why similar results could not also be achieved in generic social work practice. This would especially provide a response to the plea by authors such as Engelbrecht (2008:4-5,15 ) that financial literacy education should become an integral part of developmental social work and welfare in South Africa. The extensive implementation of money management programmes, similar to the "Be Money Wise" module, would also strike at one of the root causes of the financial difficulties that community members often experience: not a lack of money per se, but an inability to manage available money effectively. The ROI indicated that such services to the broad community would also represent a cost-effective investment of the social worker's professional time and effort.
